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The poBkal and economic environment h Egypt h evohrhg. Pdlcy d n r b  b sEhuldo 
e a m m i c g r o w t h , t o a e a t e n a w c W e s w h e r e ~ c e n t M n , d b ~ l h e  
quaBy of goods available to ihe conwmer at home and in export mgkae am  ma@^^ 
regularly. At the same time, SbamhzatDn d the pditicel emironrnml h aealhp nm 
opportunities for individunl businesses and businem asocWom to make thet voicu~ 
heard on iswas that diredly afkd their abilily to gmw and operate pmthbly. 

change their programs or regulations as wel. I d .  policy a d v o w  een aka be done 
at the local or intematbnal level, such as the recant World Trade Organ&ation (WTO) 
~ ( N o v e m b e r 1 0 9 9 ) i n ~ , ~ ( U S A ) w h e r e b a d e s s a o d e a i m s w # e  
askiifamorefavombleintametknalagreemenbtobeneftttheir~. 

Wherever cbanc@ is necessary. edvocecy has a role to dey. Whethec you am s8ekim 
offidat support for your i M ,  changes-in rules and r e i h  that wk emate a mot6 
favorable or fair and competitive environment for your business, or cooperelion from 
government to assist your company to comply with existing mles and regulstions. 
advocacy can help you accomplish your m- 



What Is Advocacy? 

In this manual we define advocacy as a cooperative effort to promote change that 
resolves a problem that you have identirid together as a group. Advocacy always 
involves a series of actions that can be summarized in the following way: 

Identifying a problem that is of concern to members of the association; 
Identifying one or more solutions to that problem; 
Analyzing the factors that will affect your efforts to achieved the desired solution; 
Developing a strategy to achieve the proposed solution; and 

a Implementing the strategy. 

Advocacy can involve many kinds of approaches and can succeed through a variety of 
means. These may include: 

Educating policy-makers, political leaders and those who implement policies, 
wles and regulations about how those policies can be improved: 

0 Educating your customers and the general public about the merits of the change; 
w Mobiliing puMk pressure or using influence on decision-makers; and 

Creating greater opportunities for consultation and dialogue with decision-makers 
as policies are being developed. 

Because of the complexity of institutions involved In policy-making and policy 
implementation, successM edwcacy requires a group effort that joins individual 
stakeholders who share the common goal of reform. 

Identifying Policy Problems and Establishing Prloritles 

Most advocacy issues are complex. They typically invoive muftipia institutions or 
agencies and require that advomcy efforts reach political dec i shake rs  who are not 
easily accessible. In order for advocacy efforts to succeed they must focus on a goal 
that is clearly defined and clearly communicated. Successfuladvocacy reguires a group 
effort thatjoins individual stakeholders who share and understand the common goal of 
m h .  

The process of issue identification begins when members of your assodation identify 
problems that they share and that they believe are of great importance to the success of 
their businesses. This often grows from casual discussion, as business people compare 
their experiences. HowBver, at the association level, this generally grows out of issues 
raised at plenary meetings or from the work of special committees ('Policy Advocacy 
Committees') that are responsible for monitoring the business environment. 

At any given time, many issues may be of concern to association members. However, 
most associations cannot carry out advocacy activities in a focused, organized way for 
all of the issues that bedevil their members simultaneously. As a result, there should be 
an internal process within your association so that the members and Board can 
determine the importance and urgency of any particular problem. One arrangement 
used successfully by many trade associations is to try to reach consensus among the 
members on the issues that affect members, and to reach consensus on which ones 
rank first, second, third and so forth, in importance and so deserve to be addressed first. 

Many successful trade associations have established special commitlees or designated 



assodation staff to monitor W i  bends in their cwntrbs, reporting firsl to their 
members and, oaasimaly, to the general pubic. S i i ,  special may be 
organized to analyze the impad of perticular polkias, reguletiag, end pocedures on 
member W i .  This may be done using ad hoe a sten&ng pdicy msemSt 
committees, amsultarr$, a sblf who haw designated respondbiRy for aalyzing ksues 
that affect the perfonnana, d member companies. 

I Whal kinds of Issues benefit from advocacy efforts by business .rs4cbtknr? I 
The range of issues thai are tha target of advocacy efldr by busimss 

broad in scope and they exist at the local, national and even htmalbml lewdlevd 
&ma of these are Rhratrated bekw. I 

Policy Area Examples Policy A m  m m p k .  I 
Ecxmwl&s Ridng HeaM 

Subsidies 
p=kwwaLebelng 

Foreian Excham Retes 
m- 
~ a m m 8 8  

NowtarM bwrisrs Enkra#n#ldtaxas 
Lebar Minimum Wage Rab~ Envhmm# S d i d ~ ~  

I H i  &  em-ination Rules 

puMIcw.prhretesenriceg 
Road. rail. air and sea port fates 

Ideally, prioritizatkn of edvocacy issues, when don, by medm18 d aswdahm. should 
takeintoaccoUntthefdowingqueatkns: 

Thm~inportantno(onlyasarefledimdtheimpsddtheprobbm.krte~~ 
a measure of prospective member support that your asoda th  can generate in 
suppor tofeventue ladvocecy~.  



The answer to this question is vital to organizing your strategy for advocacy 
efforts. Because of the greater accessibility of decision-makers at a local level, 
such local advocacy efforts usually require a lesscomplex strategy. 

Am there other associations or groups that share your concerns? 

Many problems or issues are crosscutting in nature and will directly or indirectly 
affect even those who are not members of your association and are perhaps 
even outside your industry sector. 

Can you quantify the impact of the problem you are trying to resolve? 

The ability of you and your association to measure and quantify the impact of a 
problem is an important step in understanding not only the importance of that 
problem, but also the value of any solutions that you might propose. It will also 
be a vital part of your advocacy strategy. 

Such efforts may require some research on your part and on the pan of your association. 
It is extremely important to keep in mind the needs of policy-makers and decision- 
makers when carrying out research on a particular problem. Through this research. you 
and your colleagues in the association will need to have concrete and real numbers that 
document the problem's impact on you and your business. This could be, for example, 
higher costs to export bemuse of taxes, higher costs to ship because of shipping 
monopolies, high production costs because of onerous environmental regulations, and 
so forlh. The results of your research will ultimately be used to educate the policy 
makers and then, to influence them, to change their minds. Therefore, the data you 
collect and analyze must be presented as objectively and accurately as possible, if it is to 
be credible. 

The research and analysis should include an analysis with projections of the impact of 
the proposed policy change on your business or the industry as a whole. A professional 
and fully qualifd expert should do the research and analysis. The analysis should 
indude scenarios of the various impacts on the businesses advocating the reform as well 
as on their service providers, business allies, consumers and government revenues, if 
affected at all. Such analysis is indispensable in convincing the government decision 
makers of the importance of the reform and the need to make reform. Evaluations of 
alternative reforms and their impact on various interest groups should, where possible, 
also be induded. Such scenarios must be included because a successful reform effort 
should inform the government not only of the problem - as is done now in Egypt - but 
also propose the solution. Analysis and solutions should be included in the report. The 
Government needs to have sound analysis and evidence that the proposed reforms will 
be generally beneficial to the sector and - where possible - to the economy as a whole, 
and not just help a few seled companies in one industry. 

Identifying Policy Alternatives 

Once you have iden t i i i  and prioritized those problems that are important to your 
association it is necessary to identify solutions to those problems, because those 
solutions will become your advocacy objectives. 

Specifically, a policy alternative is what will change the policies or programs of . - 
government or the way in which governmental institutions operate. Your advocacy 
objective must be specific and should incorporate consideration of: 

what policies you want to change; 



quantifiaMe t a r h  end the kinds of indicators thet wil be used to mmiw 
suaRssful implementation. 

In order to develop a strategy kr echieving you poky mJvocnq objedks, thn . . essoaabon should also identify the many people who may haw a rde to play h 
promoting change or maintaining the slaw quo. Thim will indude not only the poCcy- 
makers or p d i l  leaders who may be imrdved, but also your prospeclive allies and 
opponents. These people are also k m  as stakeholders. 

A ~ W Q e n M i v i d u e l a r a g r o l y , ~ e n i d e n l i f ~ M h l Y l e ~ q u o a  
the chenges in any spec& poky or regulebion. Thii will indude those who bemiit from 
the current pdi, those those may may it a n d d  htkmttd infiuentidpartierrwho mt 
currently have a dimable position on the issue, but who dgM likely be mobilized as 
allies or opponents at a later time. 

Some examples of stakehdders would indude: 

an agency ur organhaion (8.0. Mini i ,  Exporl Qualidy hnbul AdnxSy. etc) 
a ~ r n m e n t a l  businas, dvlc or sociel assodatbm; and 

F o r ~ y g j Y B n b , t h n n u n b e r d B t a k e h d d e r s m a y b e ~ ~  Fa-- 
advocacy s!mtegy devebpnent vrR always rsquire a meam d - w N d ~  
stekeholdenrwirplaym~rdehyaw~tokhg~fsvorsbb~ 

In order to evaluate stak&okfam. I is hatpful b remember the bbwhg atbbHm Uml 
each wil have wilh regard to any partiariar policy or advocacy objedhm F a  pwpo8w 
of ilhrstretion, we have assigned a numerical value to the poaltbm d the stebehdders so 
thal m, may inlroduce a formula for evahreting stekebldm' cammi(ment to cn i8we. 

In order to dmplWy effbrEs to evaluate rtakehdders, & is possbk to employ a famb (hat 
has been used successful)y by many business a s o c b k m  and nubabcm . . I 
companies. AlIhwgh the formula uses a system d numerice( raUng~. It ia inportent to 



remember that the goal of stakeholder evaluation is simply to obtain a relative 
assessment of the role that each stakeholder is likely to play in your advocacy efforts. 
The formula is not scientific but, instead, is a conceptual tool that you can apply in 
structuring your own stakeholder evaluations. 

A Formula for Stakeholder Evaluation 

Stakeholder Position x Certainty x Power x Importance =Rating 
+I- or N X (1-5) X (1-5) X (1-5) 

Stakeholder #l - - - - - 

Each stakeholder will receive his or her own rating. A positive or relatively high score 
would tend to indicate a supportive stakeholder. A negative or relatively low score would 
tend to indicate a potential opponent to the proposed reform agenda. A neutral or 
medium score would tend to indicate that the potential stakeholder is neither strongly for 
nor against the proposed policy reform agenda. An illustrative example follows on the 
table below. 

Working with the Formula for Stakeholder Evaluation: An Example 

The example below is given for an illustrative issue. For the purpose of this exercise, 
it is not important what the particular issue would be. The position and importance of 

each stakeholder was calculated using the formula above. 

Using the ratings provided below, discuss the following questions: 

Who are likely to be your principal allies on the issue? 
Who is likely to be your most powerful opponent? 
Which opponent would be most likely to switch positions to support you? 
Which of your allies is the weakest? 

TmE Posltion on issue Certainty Power Impomnce Rating 

\ssociation Xi:  - x 5 x 2 x  5 = - 50 
-- 

'anners: - x 5 x 2 x  3 = - 30 

linister #2: + x 5 x 3 x  5 = +75 

rucking Firms: + x 4 x 3 x  5 = + 60 



Processing Firm: + x 5 x 4 x  S = +1QO 

Association #2: + x 4  x 2 x  4 = +32 

. . A business awmakm is an alliance of many indivicbak who are joined for a mmmon 
purpose. While the interests of each member company may differ from those 
of other members, the integrity of the assoddan is based on shamd i n t d  and a 
common vision of the poky, regulatory, kgal and instMmna . . I conditions thet member 
companies require if they are to be swcessful and grow. 

Advocacy efforrs frequently require bdness a s m b t b s  to work h atianm6 a 
coalitions with other stakeholders who share their intemb. There is sdlle doubt that a 
coalition of business assoastrons . . 

that share a mmmon advocacy objedh w i I  mpesent 
a powerful force for change. However, working in such c o a r i  entails costs and 
respcmsibiri for which sssodatbns must plan carefuly. 

A number of advantages can be dted for cdltim lndkhg ellbrts, -: 

A adilia kwere the risk d edvocecy dblt8, making R more didhcJI for 
oppomnb to singleout any one organbetion, 8s8o&Ih a a d v i ~ L  

Them ere, however, a nunber d dmwbcks to wxkhg in coellknr ih.1 aan?i.rim 
need to recognize before forgLng such alliances. Amulg theclr, are the folor*lng: 

0 Working h a cualitkn may require your ased&m to wmpmmim to a 
onsomedbpositknsontheiawesetstekohorderto~fulwpportd 
allies. 

Sucarssful requhw a The Wtial s(ep in devebphg a sbalagy 
depend on efhxts to build consensus within your aswcietion and, hn,  to work together 
to make certain thet your advocacy objedives an, desrty and objedivdy defined and 



serve the tangible interests of your members. 

It is also important to conduct objective policy research and to have clear advocacy 
objectives. This will help ensure that advocacy efforts are credible, informed and 
effective. 

Stakeholder evaluation has helped to identify the individuals who must formally approve 
and implement your advocacy objective, i.e. the targets of your advocacy campaign. It 
has also provided insight into the allies that you may recruit and work with to support 
your position as well as the forces that may be opposed to your efforts. Additionally, it 
has allowed you to assess their strengths and weaknesses. If you are thorough in your 
evaluation efforts, you may even have identified secondary stakeholders, i.e. those 
individuals and group who can influence decision-rnakers on your behalf. 

The result of this effort provides a kind of road map for the efforts you must now 
undertake to implement your advocacy program. You now know whom you must seek to 
influence and so you can begin structuring your advocacy program to do so. 

The next steps required in strategy development are to identify spec& actions, to 
designate responsibility for carrying them out, and to establish and enforce deadlines for 
completing each activity. The majority of work to be done will involve communications 
and coordination. 

It is at this point in time that the level of commitment by the association members as well 
as the leadership becomes the crucial resource that will lead to success. 

Communications: The Message 8 The Target Audience 

We noted earlier that it is helpful to envision advocacy as a communications and 
education process whereby you seek to influence decision-makers. A pivotal element in 
your advocacy efforts will be your communications strategy. 

There are two important aspeds to the development of a communications strategy and 
these are to develop your message and then to target those whom you wish to persuade 
to agree wiUl your position on the issue at hand. 

The first step in this process is that of selecting your principal messwe. This means the 
message that will be communicated to target audiences over what may well be an 
extended period of time, such as six to twelve months of time. While this message will 
u l l i i te ly  be communicated in different ways, such as through print or broadcast 
medium or small group meetings, the message should be consistent in its content and 
presentation. In other words, the principal message should not change much from one 
target audience to the other. 

An effective principal message will have the following characteristics: 

it will be positive, concise and direct. 
it will state what you hope to achieve in concrete, measurable terms, such as 
economic growth, increased exports, new investment, improved food qualii, etc.. 
it will statewhy your advocacy objective is important by noting the positive iesuks 
of action or the negative consequences of in-action (maintaining the status quo). 
It will specify whataction you want political leaders or policy-makers to take, that 
is, to pass a specific law or changing operating procedures of a government 
aoencv or abolish certain orocedures or 'red taoe." 





Consumer or customer education materials 

Oral communications 

Formal and informal meetings with decision-makers and persons of influence 
Speeches and presentations to target audiences 
Press conferences and interviews 

Two particular elements of written communications strategy that are often overlooked 
merit particular attention here. The first is education of association members on 
advocacy techniques that are to be incorporated in an association's campaign. Many 
members will be uncomfortable with the idea of writing letters to political leaders and 
policy-makers because they do not feel that they know enough about the issue at hand. 
Similarly, others may never have written to a public official before and will feel 
uncomfortable doing so. For this reason it is important that an adequate effort be made 
to prepare members to participate in the advocacy strategy. 

A second important element of strategy to be considered is education of your customers 
and clients. Indeed, customers and client firms or service companies are the foundation 
upon which successful alliances or coalitions can be built. Efforts to educate consumers 
and business allies about why an issue is important to you will help them to understand 
and support your position on that same issue. They will be interested in and motivated 
by their knowledge of how a policy change might yield benefits to them in the form of 
lower prices, improved quality, greater convenience or even an expanded range of 
products and services in local markets. 

Developing Resources for Advocacy ActlvWles 

Lack of financial resources is most often cited as the main impediment to successful 
advocacy by business associations in Egypt. While it is true that an association with a 
budget defidt would be limited in some of its strategic options, It is oflen the case that 
association leaders underestimate or fail to develop all of the resources available to 
them. 

Every advocacy program should bagin with an inventory of the resources that are 
accessible - if not yet available - for the effort. Such an inventory should fitst take into 
account the following human resources: 

Members of the association and their extended families 
other business associations that share your interests 
Social, cMc and religi is organizations with overlapping interests 
Public figures with ties to your association, your town or your industry 
Customers, clients and suppliers of member businesses 

At every stage of an advocacy campaign, it is essential to remember that your efforts are 
focused on persuading a decision-maker to accept and to act on to your point of view. 
That decision-maker has many social, economic and cultural ties that can exert a 
powerful influence on his or her thinking. It is in your interest to identify all ethical means 
that you can mobilize to influence that decision-maker. 

A second element in assessing available resources for advocacy is to include an 
inventory of the kinds of resources that are or that might be available to the association. 
Such an inventory should include the following items: 



It is, however. also lnm that advocacy can require substantiel financial reaouas. 
particularly when your association is pursuing major c h a m  in policy. 

It b audal that annuel association bw@els designate some patkn d the& hancial 
resources to advocacy as a key oparating funclion so that the most pemisterrt problems 
may be deal with on a systematic bssis. Ttm designation d such a line itam in the 
association's opera tin^ annual budget wil ensure that p&&y advocacy functions cen be 
carried cut. This can be either in the fonn d one staff person (or two or lhree s t d  
people) whose main responsibility wou# be to worlc on and coordnete 
advocacy campaign. or in the form of funds that rmu# be used to h i  a prdesslonsl 

- -poCcy - timl 
t o c o n d u d m o s t o f t h e p r d e s a k n a l m a r k e t l n g a n d k b b y i n g ~ ~ t h a ~ , k r  
example. Theeffedivenessofd8si$nal ing~fundsfor~advocacyis,d 
course, entkely dependent upon generatiw enough reve~ le  from o(her somas h tha 
a s s o d a t k n o r o t h e r ~ e d M l i e r a n d t h e ~ i h a o l i n d r 8 a n r D y .  F a  
exam, one bask premise d sound finandel manegement b, to ensue iha d 
mambets pay !hair duas and that they are paid on the h edvanar. 

A&m&tbm arwnd the world have found many kvlovathre methods to Rnenr, poky 
advocacy cempaigna These can indude the fdkwhe exanph 

Spedel edvDcecy frnnds can be raised to deal wRh an iglue .t hmd lhrorgh a 
speciel fund-raising pfogmm. 



If you and your association would like more advice or guidance on how to develop, plan 
and implement a sound 'Policy Advocacy Campaign," then please contact us at the 
ALEB project. We can help you serve your members better through supporting your 
efforts to change a policy or regulation that is adversely affecting the business of 
members of your trade or investors association. Thank you. 

Dr. Mohamed Zaki 
A 

Dr. Tom Herlehy /'/ 

ALEB Project Trade Association Services Team 



POLICY ADVOCACY STEPS 

Policy Identification 
ldentifylng a government policy or problem that adversely influences 

business creation, ongoing operatii andlor sucoess. 

. 
Member Research and Impact Assessment 

Defining the problem background, causes and impad it has on member 
businesses as we0 as other related businesses and sectors. 

I Stratem Development 
Developing a dmff strategy or plan that fully describes the group's 

reason for a policy change. 

Identify Allies and Influential Persons 
Identifying and emouraging others outside the asmaakm . . who have 

common interest to join the policy change effort 

I Review and Finalize the Strategy 
Having appropriate association members, the Board, W, aRes 

cmment on the draft. Make necessary changes and finalike 

Strategy lrnplementation and Monitoring 
Presenting and promoting the strategy to appropriate gwernment, 

media and other parties to bnng about the desired change. 


































